
DEPARTMENT OF THE NAVY
OFFICE OF THE CHIEF OF NAVAL OPERATIONS

WASHINGTON, DC 20350-2000

IN REPLY RCFCRTO
OPNAVINST 3500.23C

OPNAV INSTRUCTION 3500.23C

From: Chief of Naval Operations

Subj : ASSEMBLY, ORGANIZATION, AND TRAINING OF CREWS FOR THE
COMMISSIONING OF U. S. NAVY SHIPS

Ref: (a) OPNAVINST 4950.lH (NOTAL)
(b) OPNAVINST 1500.8M (NOTAL)
(c) OPNAVINST 1000.16F (NOTAL)
(d) OPNAVINST 1500.2F (NOTAL)
(e) NAVCOMPT Manual, Paragraph 075148
(f) OPNAVINST 4700.8G (NOTAL)
(9) OPNAVINST 9080.3F (NOTAL)
(h) OPNAVINST 9030.2G (NOTAL)
(i) Navy Regulations (Article 0756)

Encl: (1) Definitions of Terms
(2) Increment Phasing
(3) Scheduling
(4) Responsibilities

1. Purpose. To update policy and assign responsibilities re-
lated to precommissioning training for the crews of U. S. Navy
ships. The same procedures will be used in time of national
emergency. Enclosure (1) contains a list of definitions of
terms used in this instruction. The recommended guidelines for
increment phasing are set forth in enclosure (2). Enclosure (3)
contains amplifying information concerning personnel scheduling
to ensure precommissioning training is complete. Precommiss$on-
ing training for foreign crews of ships to be provided to
foreign governments is conducted following reference (a). This
instruction is a complete revision and should be reviewed in its
entirety.

2. Cancellation. OPNAVINST 3500.23B.

3. Requirements. Precommissioning training will be provided
for the personnel of each ship being activated,
constructed, or modernized.

4. Nature of Training. Individual training of
nucleus and balance crews will be provided on a
well as quantitative, basis to ensure ships are
required skills. The time period for group and
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balanr~ crews will vary from 4 to 12 weeks, depending on the
ship type. The trajnina of members of the nucleus crew normally
will b- of murh greater length and will depend on the specific
skjll needs of the individuals and the command.

5. Planning. A Navy Training Plan (NTP) for each new class of
ships and a Crew Srhedu]ing and Phasing Plan (CSPP) for each
shin requirinq precommissioninq training will be prepared fol-
lowina refprenr~ (b). The Preliminary Ship Manning Document
(PTI”W) will be nre~flred following reference (c). Implementation
of th~ plans will he coordinated by the Systems Commanders until
rommissio~jng date. For this purpose, the ship is considered a
“systpm” and the PITP is mrepared to provide for the training of
~ersonnel tO map th~ system. ‘The CSJ?P will identify the precom-
missjonjnq training for each member of the crew. The CSPP will
reflect t-ra;ning requir~rnents for nucl~us and balance crew per-
sonnel bv billet. It wjll also jnrlude reromrnended factory
trainjnq 2s p-r ref~rertce {dl. TJsincjthe CSPP as a guideline,
nersonnel will be ordered to the ship in arcordanre with fleet
manrj~q dirertiveso Personnel will receive all required NRC,
f3ctorv, and t~am training. S~~Dplementary training will be
provid~d at the F’lect Traininq Center t-owhich the ~recommission-
ina crew is assianed. Any ad~itional. training requested will be
nrc)~’i(_lPd~ubieet to the availability of funds.

6. Funding. The fjnanrial responsibility for the training and
jns+rurtlon of military personnel is contained in reference
(f?). Other funding responsihjl.jties will be carried out by
commands per rurr~nt applicable directives.

7. Action. Addressees wi]l take action necessary to c~rry out
resnonsjbiliti~s as set forth in enrlosure (4).
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DEFTNTTIONS OF TERMS

10 Ralance crew. The remainder of the ship’s force (those not
part of the nurleus crew) reports for temporary duty at a
desianat-d training center. Prjoy to commissioning, the balance
ryew is assembled at a trainina activity or the building,
conversion, activation, or acquisition site for organization,
qrouD and team training, and any individual training which may
b~ necessary. Ralznce crew traininq should include key members
of the nucleus rrew whenever feasible.

?. r~t]f-leus rrew. The nucleus rrew is selected experienced or
snerial ized officer and enlis+ed personnel ordered to or near
the bujldincf, mod~rnization or conversion shipyard, reactivation
artivjtvf acquisition site or other special activity. The
nurleus f2Yf=w,under the djrertion of the prospective commanding
offir~r (PC(I), Wi]l he responsible for developing and imple-
m~n+i~a the s~j~’s ]Oadout program and ronductinq on-site
trajninq in prepa~ation for delivery, Light Off Exam (LOE)
iritial rrew certification, and sail away. The nucleus crew may
ronsist of on~ Or TI-IOreinrrement (s) in the following general
natt~rn:

a. Tnrrement nnp. personnel required to observe and moni-
tor the instal Iation and cherk out of their resnertive systems.
Th~~e svst~m~ may be of two qencral tynes: first., those with
long, highly sne>ialized, individual and team training periods
as wi+h a nuclrar power pla~t; and second, those systems for
which d~velonm-nt is concurrent with the shipbuilding cycle and
for which the develonme~+, testinq, training and installation
time frames are concurrent.

b. ~nc~pmpnt TWOO personnel who receive individual
operator and maintenance training enrout.e to and while on board
the ship prior to commissioning and report aboard to form the
nucleus of the ship’s personnel organization.

?. Pr6rommissioning detachment. Pll ships personnel assigned
to the builder’s yard.

A*” Prerowmissionjnq Training. Precommissioning training is the
nrocess of assembl ing, orqanizinu and training the officers and
e~l isted personnel comnri~incx the crews of ships and other water-
horn~ r~a~t beinu plared in commission or in service. ~ncluded
in this traininq ar~ preparation for rommissioninq the ship,
r,n~ , initial crew certification, dockside trials, fast cruise,
un~~rway trials, readiness for sea perjod, qualification trials
anfa snec+al tests, and the shakedown ~eriod, as conducted
foJ ]~~~jn~ r~fCrencPS (f), (q) and (h). This trainjnq consists

Enclosure (1)



OPNAVINST 3500.23C

27 MAY 1987

of individual, group and team training, school and on-site,
required in connection with new equipments and systems being
installed and new capabilities or characteristics being
incorporated. It also includes individual, group and team
training required to perform watch, quarter, and station
duties. Training on general military matters is included, as is
other training determined necessary by the Fleet Commander in
Chief to whom the ship will report for operations.

F Precommissioning Unit. The precommissioning unit will
;;nsist of various support personnel who will arrange for

*

balance crew billeting, office space, and precommissioning pay
and messing support. Additional duties will include screening
medical and personnel records of arriving crew members and
arranging for class quotas as required by the CSPP and the Type
Commander Master Training Plan.

Enclosure (1.)
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rtisted here are recommended phasing timelines to be used for
initial planning. Rach new construction program must be
evaluated se~arately and the final crew phasing and increment
~aIceLlp sh~ul.d ref]eet OPNAV, Fleet and System Command inputs
t-brolleh+hr ?lavy Training Plan process. This will allow for
fl~xihility +0 accommodate differences in mission capability,
training avail.ability and fiscal constraints. The foremost goal
~,7{11he to man the KIUCleUS crew at the mj.nimum level. necessary
to ens~]re surr~ssful fleet introduction of new construction or
reartiva+ion ships.

l’lu~lpusCypw Receives 2 months of
Inrrement One precom trajning at FTC

and reports to the
builder’s yard 4 to 7
months prior to delivery.

‘.-

Receives 2 months of
precorr training at FTC
and reports to the
builder’s yard 2 to 4
months prior to delivery.

Arrive at precom training
site with nurleus one
personnel. Report tc
builder’s yard with
balance crew.

Re~ejv~s ~ months of
precom training at FTC
and reports to the
builder’s yard 2 to 4
months prior to delivery.

!JOTE: Suh~arine and nuel.ear power trained pre-commissioning
crews will. report di~ectl.y to the builder’s yard.

--

Enclosure (2)
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1. Personnel will be scheduled for precommissioning training as
reauir~d so that the rrew will be available to the PCO to meet
th,p rpaujrpments of YefOYenCPS (f) through (i). All personnel
Of t-he crew will hav= completed precommissioninq training as
annronriat~ prior to crew certification for fast rruise for
shins t-e~uirinq such certification and prior to the commission-
ing date for ail other types. Trainjnq of personnel necessary
for the operation of nut].par power propulsion plants will be
scbedul~d for rompl~tion prior to the date manning is required
to on~rnte the plant or conduct dockside testing.

7. M.anmower a~lthorization and subsequent personnel assignment
m~lst prec~de the commissioning date in order to allow for
required sneri~l o~ qeneral training. Manpower authorizations
should be ~ssued 12 to 1.4months prior to the Precom Unit.
renortinu dat~. Ships under construction, conversion, and
y~artivatien wi]] be manned fo~lowing fleet manning leve]s

~xcent in those areas where oriority manninq has been authorized
by ~RIO.

2* nFr~LISF nr~~nmmiqsionjnq tvaininq r~quires a long lead time
when detailing the crew, projert key event schedule rhanqes must
be ?nnourred FS soon as possible. accordingly, subject to
rontrartu$al restrictions, any SI ippage or advance in schedule
~~hich affe~ts the nrovi~!.ons of the NTP must be officially
issued to all eonr~rned as soon as the change is confirmed.

Enclosure (3)



OPNAVINST 3500.23C
2 ~ MAY 1S87

RESPONSIBILITIES

1. Chief of Naval Operations. Deputy Chiefs of Naval Opera–
tions and Directors of Major Staff Offices within their areas of
cognizance will:

a. State governing policy and provide procedural guidance
and planning factors for precommissioning training.

b. Validate manning requirements based on the configuration
list provided by the Systems Commanders. Approve and issue
PSMDS submitted by the Systems Commanders, per reference (c).
Develop and issue the Ship Manpower Documents (SMD) as specified
by reference (c). Issue manpower authorizations within the time
frame indicated in enclosure (2).

c. Approve and issue the NTP and CSPP for the ship.

cl. Assign new homeports for each ship 18 months prior to
commissioning to facilitate crew detailing.

2. Systems Commanders

a. Prepare detailed documentation of the planned configura-
tion describing every system to be installed down to the “mark”
and “mod” number and/or manufacturer’s nomenclature for every
major piece of equipment.

b. Develop and provide to CNO a draft PSMD following
reference (c).

c. Advise CNO and all others concerned of slippages or
advances in ship delivery dates, in order to conduct proper
manpower planning.

d. Direct application of the policies and procedures of
reference (b) by the cognizant project manager for each ship
activation, conversion, construction, modernization, and
acquisition.

e. Prepare an NTP for the total ship and a CSPP for each
crew requiring precommissioning training following reference (b) ●

f. Provide factory training for new equipment and systems
on the ship following reference (d) for personnel of nucleus and
balance crews as needed. This instruction by vendor representa-
tives may take place at the vendor’s plant, at a Navy school, or
on a Navy ship or shore station.

Enclosure (4)
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g. Pro~7jdp on-site tyajning for personnel of nucleus crews
as n~c~ssary to fami liarize th~ nucleus rrew with the specific
shinboard instal.latjon and to ensure capabj.lity to monitor and
insnert instal Jatjon and operation of equipments and systems.
This shoul.f~inrludp acress to the ship for hands on system
traininq and observation of euuipment tests and operation
f~l]o~~inq ~Javy approved op~rating prC)CPdUYQS.

h. Provide instructional material and services as required
h~ the ~ITPC

i. P3-oVide co~s~lltjnq s~rv;res and assistance commensurate

wil-’? +h~ s;~e and comnlex;tv of the ship to the prospective
~om~andinq of~icrr in the management of material resources, and
other matters as reouired in Preparation to operate the ship.

i. Srb@dule time durinq the shinyard period for rrew train-
ina aboard ship to ensure p~rsonne~ havp attained an adequate
IpVOl 0$ yeadinoss for cnmnJ~tion of the I.CE and initial crew
r~rtifiration and tc guarantee the safety of the ship during
‘ast rruisc anfl unfiprway trials.

3. Id~ntjfV for inc]usion in the IJTP the recommended trajn-

i pa, tr>injpq materials, and services necessary to prepare
pprsonn~? :Or assignment to Pucleus and balanre crews.

b. l?yo~yifi~ for the Fl~et ,?ommanders in Chief to conduct

~y~commissioninq training at training activities commanc~ed by
t~e ~~mm~~d~r, Training Command, [J. S. Pacific Fleet and
:ommand@r, Trajnjnq Command, U. S. .~tlantic Fleet ?nd to prepare
and majntain instructional mat~~ials for ~recommissionir.g
trajninu.

?. P~rsonn~J assigned to ships under ~onstrurt!on, conl7f?r-
siort and reactivation are detailed by CPV117!VMTT,PERCC(?M,exceot
non-ra+ed/non-des ianated personn~l who are assiqned by the
~nliste~ Personnel ‘lanaqe~~nt Center (EPMAC). Provide NEC,
fac’toyy, team and prccorn trajrjng to qualify personnel for
assjqn~en+.s so t-ha+ ships are manned with the required skills

—
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~~tah]ished in the applicable manpower authorization. This
shol~ld be accomplished using t-he CSPP as a guideline and
fo]lowjnq f].eet manninq directives.

b. Modify enlisted transfer crders to provide for
additional individllal factory, on site, service school, or
s~eria! training subsequent to crew reporting and prior to
commissjonina as fund~d by the appropriate Fleet Commander in
~hief.

P Order PCOS to the cognizant type commander for temporary
duty “1s appropriate and for temporary addjtjonal duty to the
an~ronriat-e bas~ commander. (Cognizant type commander will be
the renortinq senior.1

(3. ~~repp cnMhIPvvII,pER,S~OM records of all rated/designate~?
nersonn~l to ensure they meet the quality requireme~ts for
r~artiva+ion or new construction duty prior to issuing orders to
the Precommjssioninq rJnit.

?3. coordinate with ‘Type Commander to provide fleet partici-
natjon in the devel.onment of ?IWS for precommissioning training
followirq ref~rence fb).

(7. vrepar~ and maintain instructional materials for
orecommissioninq traininq as we]] as rnodifi~ations necessary tc
aAfiust to sperific requi~ements.

d. Provide to ~Cns th~ documentation necessary for organiza-
tion, administration, and training of nurleus and balance crews.

c?. Pro\;idc Assistance in management., organization, and
trainjnu of ryews for ships requiring such supnort during the
pr-rommissioninq neriod, su%~ect to avajlahility of resources
for thjs pu~~ose.

f. n,%suye that doc~lments gove~ninq training requirements
COY the ty~e shin ~~a~h the p~~ not lPSS than o months pyjor tO
rommissioni.na.

cl. Fund as neressary per diem, transportation and
m!sr;] IFIDPOUS ~xnens~s associated with individual, group, and
t~~m preromissioning training not jdent~fied in the NTP or
;nrlu~ed wf.th the permanent rhange of station orders.

F!nclcsure (4)



b. ~valuat~ whether precommissioning training has been
adeauate +@ Pr-oare the crew for LOF, initial crew certifica-
tion, f?st rruise, underway trials, and shakedown training, and
r~rommend additional training which may be neressaryo Fast
rruise should no+ ~cmmence until. the crew is organized,
adequately t~ained, and ready for sea.

i. ~rovjde and maintain for use by the PCOS a handbook
describing nroeedures for planninq for and accomplishing the
assembly, o~ganization, and traininq of the crew.

i. ~oordin~te actions to provide berthing and messing
faciliti~’s, office spae~, transportation, disbursing, and other
servires for personneJ of the precommissioning detail.

fi. ~hjcf of Naval ?eserve

a. Td~t?tify the consulting servir~s and other assistance
whjrh will be made availab]e by Naval Reserve personnel on
art-ive duty for traininq or tmrporary active duty in connection
with shins or cr~ft requiring such servires. Provide training
fo~ FJaval pes~rve nersonn~l on duties of this natiure.

(2) r)c’vPloDReserve Pillet Traininq Plans for the !!R?
rrews;

7 py~spp~tive ~onvnanding Officers●

a. qecause of multiple responsibilities in addition to

prerommissioning training, the PCO may, require assistance to
manaae PFrsonnel and to organize and train the crew. TO the
extent that resourres permit, consultation and assisting
serT7jrPs may be Drovided by T?leet Introduction Teams (FIT) ,
DC-T-SnrinPI cn temnora~y additional du+y, and naval- R~s~rvQ
p~rsonne] on active duty for traininq or temporary active duty.

TbP spe~ifir s~rviees to be provide~ and souYces will be stated
in tklP ~lTP.

4
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?3. Ensure that the nucleus crew is properly organized and
trained per reference (f).

c. Assemble and organize the nucleus and balance crews and,
to the extent authorized and funded by the cognizant Fleet
Commander in Chief, interchange personnel between on board
nucleus and balance crews as necessary to optimize their
training and utilization.

d. Identify training which may be necessary beyond that
provided or planned, make recommendations to the Systems
Commanders and appropriate Fleet Commander in Chief for changes
to the NTP as considered necessary, and to the extent authorized
and funded by the cognizant Fleet Commander in Chief~ obtain the
additional training required.

e. Screen local records of personnel reporting to the
Precommissioning Unit to ensure they meet the quality require-
ments for new construction duty. Inform COMNAVMILPERSCOM and
EPMAC in cases where individuals do not meet the requirements of
new construction duty and request that those individuals be
disqualified from such duty.

Enclosure (4)


